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PREFACE 
Prior to actually writing this paper, the coopera-
tion of fifteen offices located throughout the country was 
enlisted to provide the operational data needed. An average 
time of one and a half weeks was spent in each office ana-
lyzing their operations and recording data on each job per-
formed. In addition to these five months of work in the 
field, additional seven to eight weeks were spent sifting the 
data, accumulating further statistics from Home office records, 
and working out a form of presentation for the tables which 
are basic to the writing of this study. 
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INTRODUCTION 
The purpose of this thesis is to determine an ar-
rangement or composition of office duties that suggests or 
reveals a design for sound office organization commensurate 
with organizational principles. It is also intended to de-
velop actual organizational charts as guides to the company's 
agencies for evaluating their respective office operations. 
It is expected that these charts will provide for a logical 
and sound division of office duties by function for various 
size offices. 
To better understand the subject matter and the 
approach used, as well as the underlying problem which this 
thesis is designed to answer, at least in part, it is neces-
sary to first appreciate the function of the Agency Office 
in the Insurance Industry. 
The Agency office exists primarily as a sales office 
intended to propagate continued sales of new business. It 
also exists to service business in force and function as a 
collection center to process and forward to the Home Office 
premiums on all business sold through or transferred to the 
agency. Natur ally it must provide the necessary office ser-
vices to its sales force as well as equipment, supplies and 
adequate facilities for efficient operation. 
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The company considered here is one of the leading 
companies in the United States and has just under one hun-
dred Agencies in operation throughout the country. Under 
the General Agency System, the General Agent is the chi ef 
agency executive and operates as a separate entity under con-
tract vdth the Home Office of the company. This contract 
pr ovi des that certain commissions and allowances be paid h i m 
and that certain company policies and procedures be followed 
in the operation of the Agency. Beyond this, the General 
Agent is an independent business man building his own busi-
ness. He in turn contracts with individual agents to whom 
he pays certain commissions for business sold, and t he dif-
ference between what he draws from the Home Office and what 
i s paid to the agent is his "over-ride" or operating margin. 
Here we have a significant indication of the need for funda-
mental management knowledge. As an independent entrepreneur 
the General Agent pays all of his own expenses and ·with a 
sound operation realizes a net profit for himself. It must 
be s aid t hat financial assistance is granted from the Home 
Office to the new General Agent. However, this is limited 
in amount and time under the laws of New York State. As long 
as a company operates in the State of New York its activities 
in any other state must meet with New Yor k legal requirements. 
Historically, throughout the industry the sales 
function of t he Life agency has been held of primary import-
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ance and consideration with t he f unctions of collection and 
service being relegated to roles of lesser importance, de-
pending on the concept of a particular General Agent. As 
would be e xpected, General Agents have been chosen from the 
ranks of successful sales agents. It has not followed that 
successful sales careers produce good management men since 
t he same sales-mindedness continues to dominate the activi-
ties of most General Agents. They find themselves now not 
only doing personal selling, but also attempting to recruit 
and train new men as well as administrate the problems of 
the business. It must be understood t hat the Industry does 
have men who are adept at meeting both sales and management 
needs but these are the exception. To substantiate this 
claim it is significant that, in recent years, the College 
of Life Underwriters has added a special series of examina-
tions* which were instituted to assure C.L.U. designates a 
sound education in the principles of management. 
It should also be recognized that the entire Life 
Insurance industry has been undergoing a tremendous growth 
i n recent years. For example, life insurance purchases in 
United States companies in 1921 were 7,957 million and in 
1943, 13,351 million, an annual increase of 5,394 million 
* 4' .P. 28 
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after 22 years.* In 1944 annual purchases ran 50,243 million, 
an annual increase of 36,051 million after 11 years.** This 
growth rate appears to be compounding itself annually and, 
as in any industry, bringing with it volumes of paper work 
and details so common to business activity today. Especially 
is this true in the insurance field where the product is 
paper and further complicated through laws of contracts and 
government regulations pertaining to the operations of a life 
insurance company. The expense of doing business has been 
rising in recent years, as has been the case in all indus-
tries. In 1955 the ratio of operating expenses to total in-
come of the life insurance companies was 16.9% as compared 
with 13.7% ten years before.*** Since net income of the 
General Agent is tied directly to this expense picture, be-
cause commission rates have not changed, it is to his advan-
t age to practice sound efficient management. Yet, since in-
come is also directly related to sales production, and his-
torically as well as currently a successful agency is evalua-
ted by sales production and indicators, such as size of 
average policy and average premium, insurance companies tend 
to propagate the sales management theme. 
A General Agent must be more than a sales manager 
* 3, P. 21 
** 3, P. 21 
***3, P. 54 
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or a top personal producer in order to build and maintain a 
successful business in the face of today's competition in 
the industry. He must of necessity develop the skills and 
techniques of a general management administrator responsible 
for all areas of the business operation. 
The product of this study will provide him with an 
office-organizational tool which is simple to use in estab-
lishing a new office, reorganizing an old office, or evalua-
tion of his present office organization. The preparation of 
the final charts themselves have been governed by management 
principles with responsibilities assigned on a functional 
basis except where audit control is desirable. 
The main body of the thesis is organized into 
chapter headings depicting the research steps necessary to 
develop the final charts and data necessary for comparative 
evaluation. It was first determined what the major functions 
of the agency office were, and then, what duties had to be 
performed, as well as classify these duties by function. In-
formation was gathered from Home office records by agencies 
to determine variable factors of an agency which affect the 
size and operation of the agency office. 
Task lists were completed by a cross section of 
agencies to determine the present office duties performed. 
Appropriate titles were given to the traditional functions of 
an agency office, such as New Business, Premium Collection, 
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~olicyholder Service etc., and duties were assigned under 
the appropriate function. A sample of the distribution of 
duties in several successful agencies was then used to test 
the reliability of functional grouping as well as assist in 
developing composite typical organizational charts by size 
group and indicating thereon all duties assigned. Indicated 
on the charts also will be the size criteria based on the 
variable factors study. 
In exploring this area of life insurance agency 
office management, it was found that the Life Insurance 
Agency Management Association gives little attention to this 
area and deals with agency management from the sales manage-
ment approach. In the L.I.A.M.A. basic text "Managing An 
Agency",* ten pages of a 158 page text is on the subject of 
Office Administration with the bulk of these 10 pages refer-
ring to what the office employees can do to assist the agents. 
The Life Office Management Association does a great deal of 
work towards developing better office management but this is 
primarily confined in membership to home office organizations. 
Attempts have been made to answer this question of office 
organization by individuals within the company but always 
confined to a single agency and with varying degrees of 
thoroughness. 
Through this study it has been found possible to 
* Pp. 113-122 
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establish a functional organization for agency offices and 
size criteria which a general agent with limited management 
education can easily apply to his agency office as well as 
compare to similar agencies. 
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DETERMI NATION AND CLASSIFI CATION OF OFFICE DUTIES 
In the Agency Office, duties are performed to 
achi eve the accomplishment of a primary function. Primary 
f unctions in the office are the collec t ion of premiums, ser-
vice to policyholders, keeping the General Agent's books, 
processing new business sold and miscellaneous duties of a 
genera l office nature. 
To document these duties, task lists were given 
to a group of agencies for da i ly completion by each office 
employee. For a period of t wo weeks covering the end-of-the-
DAILY TAS K LIST 
NAME POS I TION DATE 
TIME 
START STOP ELAPSED DESCRIPTION OF WORK PERFORViliD 
9: 10 9 : 13 03 opened safe. distribute work 
9 :15 9:45 30 c a lculate first comm~ 
9 : 45 9:55 10 entering prem. on card 
-
adding 
prem. 
Excerpt From Table I, P. 50 
month period, each employee recorded each task performed . 
These l ists were then combined to one master list merging 
duplicat e d items. Each item of the master list was reviewed 
for the purpose of assigning the duty it represented to the 
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proper pr imary function. This review consisted of a three-
person pane l of experts in this specialized office area with 
full agreement reached regarding the functional assignment 
of each task. 
The final list being rather bulky for recording in 
a funct ional organization chart evolved in title as an "Index 
to Functional Duties." Each duty was coded to identify its 
functional classification and an appropriate prefix utilized . 
In the excerpts below the prefix CB designates an activity 
related to the Company Cash Boo ks, the heart of the premium 
collection function. The prefix PH designates an activity 
or request for . service desired by a Policy holder. Each pre-
fix is followed by a number such as NB-1 thus identifying 
every duty for each reference. In the final organizational 
chart these codes are used to conserve space. 
It was determined in the final listing that a total 
of one hundred and eight basic duties were performed in the 
office with seventeen of these being o f a miscellaneous na-
ture. All duties other than the miscellaneous group were 
assigned to one of the major office functions. 
Premium Collections 
CB-1 Open collection envelopes, inspect check for 
negotiability, check with notice for amount 
and due date 
CB-2 Pull agency copy 
CB -3 Pull ledger cards 
13 
Policyholders Service 
PH -1 Assignments 
PH-2 Beneficiary changes 
General Agent 's Books 
GAB -1 Make entries . in Cash Book and balance 
GAB-2 Checkbook 
Ne w Business 
NB-1 Check application and medical information 
NB-2 Control of outstanding policies 
Miscellaneous Duties 
M-1 Receptionist 
M-2 Switchboard 
M-3 File ledger cards 
Excerpt From Table II , P.51 
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VA~IABLE FACTORS AFFECTING OFFICE SIZE 
~vi th the determination of office duties completed 
and grouped under major office functions the four-girl office 
was selected as a logical starting point for charting job 
contents on a functional basis. It was felt that size and 
the large representation of four-girl offices justified this 
reasoning. 
As the study of the distribution of duties pro-
gressed it became apparent that a rigid organizational chart 
would not be practical for all offices with an equal number 
of employees. Distribution of duties as well as number of 
employees depended upon a group of significant factors. 
Work represented by many of the functional duties varied 
directly with the number of policies in force, as was the 
case with Policyholder Service duties. A large number of 
policies in force represented a greater proportion of re-
quests for service such as policy changes, surrenders and 
claims. The number of new policies sold was directly re-
lated to the amount of new business activities in the office 
and the number of premium collections reflected the activity 
in that area. To enable evaluation of one office to another 
it was decided to chart these Variable Factors. 
The simple form vvhich follows was designed to 
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accumulate these factors by agency from internal company 
records. These cards were then sorted into groups of agen-
cies having an equal number of cash department personnel. 
The statistics \..rere recorded in tabular form* to be used as 
a tool for appraisal of agencies within groups regarding 
staff requirements. 
Agency: _____________________________ ___ 
Office Hours __________________________ _ 
1956 New Business No. Policies 
-----------
Ins In Force 12/31 $ No Pol 
--------- ----------
No Prem Coll No Pension Trust Pol 
---- ---
No Agents No Brokers Total 
----
Employees: Cash Dept. Agents Total 
---
In the Variable Factors Chart, a gencies were ar-
ranged in groups A-B according to the number of clerks in 
the office. Column (1) includes all office personnel ex-
cluding clerks or secretaries working for a sales agent. 
Column (2) represents the number of people working for sales 
agents exclusively regardless of from whom they receive their 
pay. Column (3) represents the total number of people on 
the General Agent 's payroll. Column (4) represents the num-
*Reference Appendix C-V.F. Chart 
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ber of policies the agency had in force as of the end of the 
last calendar year. Column (5) reveals the number of new 
cases sold and paid for during the last calendar year. 
Column (6) indicates the total number of premiums collected 
during the last calendar year. Column (7) represents the 
number of Pension Trust policies in force at the end of the 
last calendar year. Column (8) indicates the number of 
agents both full and part-time operating through the Agency. 
Column (9) represents the number of brokers including agents 
of other companies operating through the Agency. Column (10) 
office hours (net) are the actual working hours exclusive of 
lunch hours. 
In using this Variable Factors Chart to appraise an 
agency office as shO\\fn in the following excerpt of two four 
person offices it is significant that agency 11A" processes 
over twice the number of premium collections of agency "B", 
has a greater number of policies in force, v.rri tes more new 
policies annually, has 3 fewer agents, and on the basis of 4 
people works ten hours less per week. Before concluding that 
agency "B" is comparatively inefficient, it must be known 
what the extent of service to agents is, the abilities of 
personnel and secretarial and other time demands of the 
General Agent. These areas can be considered by an individual 
who is familiar 1~ri th each office operation or by the General 
Agent himself through discussion, correspondence or general 
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lmowledge of other agency oper ations.# 
General Agencies - Variable Factors 
( 1) 
Cash 
Dept. 
A 4 
B 4 
(6) 
(2) 
Number of Clerks 
For 
Agents 
1 
(7) 
No. of Prem. Pension Trusts 
Collections No. of 
Per Year Policies 
25,842 A 1,769 
11,714 B 
(3) 
Total Paid 
by G.A. 
4 
4 
(8) 
No .of 
Agents 
10 
13 
(4) 
Policies 
in Force 
12,720 
5,236 
(9) 
No. of 
Brokers 
65 
19 
(5) 
New 
Policies 
731 
233 
(10) 
Of f ice 
Hours 
(net) 
35 
37-!-
Realizing the effect of t hese variable factors on 
the size of an office a rigid organization chart depicting 
distribution of duties was abandoned in favor of a tttypical" 
chart to serve as a guide for functional duty assignment. 
Thus a general agent might compare his office to the typical 
chart, consider the variable factors involved on a comparative 
basis and make the necessary policy decisions to correct vari-
ances, if desirable, or reassign duties to approach a func-
tional organization. This approach should reveal in the 
#In this excerpt Agency " B" used almost the time of one person 
to perform other than office duties. 
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thought process reasons for performance differences between 
agencies of numerically equal office staffs. 
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CHARTING THE ORGANIZATION 
The gathering of data for consideration in estab-
lish i ng a four and a six-person organizational chart was 
accomplished by revising the "Index to Functional Duties". 
This revision consisted of recomposing the listing to in-
20 
clude after each duty a space to write in the name of the 
person performing it. This "Statement of Duties" was com-
pleted by a selection of six six-person offices and seven 
four- pe rson offices. These agencies were also asked to sub-
mit a job title for each of their office personnel to be used 
in establishing functional titles for use on the organizational 
charts. The titles selected appear in the boxes of t he or-
ganizational charts included in this chapter. 
On receipt of the statements of duties, each duty 
was reviewed separately to determine which clerk in each of 
the seven four-person offices performed it. A tally was pre-
pared listing the one hundred and eight duties do\vn the left 
side of a columnar sheet and agencies one through seven across 
the top. Codes of C for Cashier, B for Bookkeeper, D for New 
Business clerk and E for Receptionist were used to identify 
who performed each task in each agency. Wherever a task was 
done by the same person in a majority of the offices, this 
task was assi gned to the representative title box on the 
organizational chart. It was significant that all primary 
functional duties were performed within similar job contents 
nearly one-hundred per cent and that duties which could 
reasonably be delegated evidenced a greater variety in assign-
ment. It was apparent that a natural, though informal, 
functional organization of offices did exist, therefore sup-
porting t he thesis that a functional office organizational 
chart was a desirable tool of management. 
When review of the tally was completed and assign-
ments posted to the chart, each job content was reviewed for 
items unrelated to the function re oresented and adjustments 
made. 
In the final four-person chart all Policyholder 
Service items were grouped under the cashier and this is logi-
cal since this work is widely varied and necessitates a good 
deal of experience to handle it effectively. ¥remium collec-
tion duties assigned are those which (1) would continually 
interrupt the Bookkeeper, (2) are rather involved to process, 
and (3) are assigned from a control standpoint to safeguard 
funds. General-Agent's-Books duties assigned to the cashier 
are those of a confidential or control nature. 
The Bookkeeper's duties depicted on the final chart 
represent the primary routines involved in the collection of 
premiums and the General Agent's bookkeeping. 
All of the New Business duties were grouped under 
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the New Business clerl{ who also acts as the General Agent's 
Secretary. 
The Receptionist is really a general clerk in this 
four-girl office and dependent upon variable factors and ex-
tent of services given by the office group to agents as well 
as the demands of the General Agent; this may be a full or 
part-time position. Also, if activity warrants, additional 
duties can be delegated from the Cashier, Bookkeeper or New 
Business job contents. In this chart she performs general 
office duties such as answering the telephone, filing, hand-
ling office supplies and several of the premium collection 
duties which relieve the bookkeeper to concentrate on the 
higher skilled routines. 
The size criteria at the bottom of the chart were 
evolved directly from the Variable Factors Chart using the 
upper and lower limit figure for each category. 
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DEVELOPING A STAJ.\IDARD UNIT OF MEASUREMENT 
In evolving the premium collection duties for the 
Index to Functional Duties, it was observed that many of the 
duties were routinely repeated daily while others occurred 
only occasionally and that some represented problem collec-
tions which were removed for later handling after the nor-
mal premium items had been cleared. These problem items 
were processed separately to be included in the subsequent 
day's premium report and in a regular manner v\ri th the en-
tries for that day. 
These duties were studied to determine which ones 
constituted the elements of the premium collection routine 
performed normally each day. The sequence of operations in-
volved twelve steps or duties starting with the opening of 
the collection mail and ending with the posting of the 
ledger cards. In addition a three step routine was deter-
mined for the daily commission accounting work. These steps 
were listed in sequence as the elements of the premium col-
lection and commission accounting routine respectively. A 
form was designed to provide space after each element to 
record elapsed time, as well as for noting the total collec-
tion items processed. Using these sheets, times for each 
element were reco r ded. The total elapsed time for all 
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twelve elements was 285 minutes which divided by 87 entries 
gives a time per premium collection processed of 3.3 min-
utes. The same procedure resulted in .7 minutes per com-
mission accounting item using the same volume figure since 
each premium collection item is also handled for commission 
purposes. Table number 5 in the appendix illustrates the 
form used to time each element in the daily routine for col-
lections and COimnission accounting. 
The Variable Factors Chart, Table 3 in the Appen-
dix, reveals that the model average work week is 37! hours 
or 7! hours a day. To reduce this to actual time worked 
per day it is necessary to make allowances for rest periods 
which will average close to t hour, personal time of 20 
minutes and the setting up and clearing off of the work 
place whi ch might amount to another 15 or 20 minutes per 
day. Thus a more normal work day may be approximately 6 
hours and 20 minutes. Also using this chart it can be deter-
mined that the average collection per agency in the four 
girl office group approximates 14,000 annually. If this is 
divided by 250 worldng days per year, allo·wing for normal 
holidays, the number of collections processed per day is 56. 
If this is multiplied times the 3.3 minutes per entry, there 
is a time element involved of 3 hours and 5 minutes to pro-
cess the normal daily collection work load. Since the of-
fice must report these collections daily and deposit monies 
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collected in the bank daily, these agencies can be assured 
that one premium bookkeeper can have the premiums completely 
processed and a bank deposit ready before noon of the same 
day the mail is received. In the small agency this stan-
dard unit of measurement can be used to evaluate the indiv-
idlJal while in the larger agency it can be used to evaluate 
a unit. I n the larger aiency the individual can be com-
pared to standard by computing the standard times only for 
those elements she performs against the actual number of 
units handled. 
On this same basis, the average four-clerk office 
would spend 40 minutes a day on the commission work thus 
accounting for a total of 3 hours and 45 minutes of the six 
hour and twenty minute day. The four-clerk organizational 
chart designates additional duties for this bookkeeping po-
sition vdth regard to lapses, errors and changes, as well 
as portions of the General Agent's personal bookkeeping. 
These latter duties were not measured for this study but it 
estimated that they would consume a major portion of the 2 
hours and 35 minutes left of the bookkeeper's time. 
This time unit can be used for planning staff re-
quirement in the collection area by relating sales goals to 
personnel needs. For example a sales goal of 8 million of 
insurance a year at an average policy of $~,000 would mean 
an additional 1,000 policies at a collection frequency of 
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2. or an additional 2,000 collections per year. This would 
r esult in an additional 32 minu tes of work per day to pl an 
for. 
In developing this standard it became apparent 
that the collection frequency, which is the number of col-
lections per year per policy, has a tremendous impact on 
collection costs. Using the standard time of 4 minutes for 
reporting the premium and posting commissions, it cost the 
general agent 12¢ per collection item. This is based on a 
s alary rate of $67.50 per week for a bookkeeper. If a pre-
mi um is paid semi-annually or quarterly the unit cost be-
comes 24¢ and 48¢ respectively per policy. Therefo r e t he 
Gene r al Agent should make every effort to induce his agents 
t o sel l policies on an annual premium basis to keep his col-
lection costs dmm. It is s i gnificant to note that with a 
publ i c trend towards placing most expenditures on a mont hly 
basis a plan has been introduced and sanctioned by the 
Ame r ican Banking Association which would allow a bank to 
pay an annual premium for a policyholder on a loan basis, 
and have the loan repaid on a monthly schedule to t he bank. 
The interest charged by t he bank is about the same as the 
loading on a monthly premi um. The advantage is that t he 
agent gets his total commission and the general agent only 
has one collection item per year on the policy involved. 
As of this writing this plan has met with only moderate 
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success because not all banks will offer it, thus making it 
difficult in some areas for agents to find a cooperative 
bank. Also, many banks want the insurance company to under-
write the unpaid balance of the loan which is not desirable 
to the Insurance Companies. Further study should be made 
of this or a similar plan if the trend to monthly premium 
payments continues. A study completed in 1957 showed a 
collection frequency in this company on renewal business of 
1.81 and on. new business 2.3. This indicates that the com-
pany's new business, though still a favorable collection 
ratio, is moving towards an increased number of collections 
per year, per policy. 
Another important factor in this cost picture is 
the average size of the premium collected. As stated in 
the introduction to this paper, a general agent operates 
on a fixed commission so that his 2% collection fee on pre-
miums less the cost of collection directly contributes to 
his margin of profit. The larger the amount of premiums 
collected, the smaller the percentage of collection cost 
becomes. This points up the desirability of selling the 
more permanent forms of insurance having a larger premium 
per thousand than temporary coverages such as a term policy. 
The standard time can be used on an overall basis 
in apportioning the payroll cost of collections to new busi-
ness and renewal business by multiplying times the yearly 
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number of first and renewal collections respectively to 
arrive at cost figures. 
A most important use of the standard unit of 
measurement is that of measuring the savings involved in a 
systems change for if it is not known what the cost of the 
present system is, comparisons cannot be made for justifi-
cation studies. This company is to install a large scale 
electronic computor and one of the first areas under con-
sideration for application is that of premium collections. 
Under the proposed system, billing will be done 
directly from the Home Office to the policyholder wit h 
no tice of billing to the agency. The agency will control 
outstanding items and collect and report premiums. It is 
also contemplated that commission accounting will be cen-
tralized. 
The effect on the agency office will be to elim-
inate a member of the present functions, require some new 
duties and leave some tasks unaltered. By using the times 
a r r ived at to perform the elements under the present system 
we can arrive at a time saved figure per premium collected. 
Table number 6 in the Appendix i ndicates those activities 
which would be eliminated with the use of an electronic 
computor. The time s aved for each element eliminated is 
reduced to a per entry basis in order to use number-of-
entries as a basis for computing savings by agency. The 
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times are expressed in minutes per entry and are classified 
as variable. Where times could not be reduced to a per 
entry basis an annual average time to perform the duty 
classed as non-variable was used. These latter are reason-
able and. considered estimates which could be applied to any 
size agency. Separate totals f or the variable and non-vari-
able savings are given in the table. · New functions required 
by the system were also reduced to a per-entry time and de -
ducte d from the gross time saved of the eliminated items. 
A final net of 1.82 minutes per entry would be saved by the 
ne w system in the variable items and a fixed 89.66 hours 
annually per agency on the non-variable items. Thus in an 
agency with 20,000 collections a year, non-variable savings 
would be 89 .66 plus variable savings of 20,000 x 1.82 min-
utes or a combined total of 697 hours per year. If an aver-
age clerk works 1,750 hours per year this would represent 
41% of a clerk saved. An agency 1Nith 70,000 collections 
per year would save 1-! clerks. 
To simplify the determination of savings for a 
given agency as we ll as provide management with a picture 
of the effective savings to all agencies with the installa-
tion of a computer, table 7 in the Appendix was designed. 
This table is a graphic portrayal of number of collections 
to hours saved. By reading across from the number of collec-
tions and down to the hours from that point where a horizon-
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tal line from collections would cross the hours line, the 
number of hours per year saved can be read off. Notice on 
this chart that the non-variable items ar e fixed to reflect 
s avings regardless of size and that the variabl e curve is 
plot ted in addition& That point at which a full cler k 
(175 0 hours a year) is saved is identified. Also, grouping 
of agencies within ranges of number o f collections is noted 
along the curve to i ndicate for management what t he impact 
will be on our average size agencies. It is significant to 
note that these l a tte r agencies wi ll save 1/3 to t of a 
clerk. This means that no real dollar savings will accrue 
to the agency but rather such savi~gs as prolonging addi-
tional people which though substantially savings, are harder 
to picture and hence harder to sell as a benefit. 
This question of savings to the agency suggested 
areas for further study. For example, if the Home Office 
assumes any expenses from an agency under this system, should 
not commissions and allowances to agencies be adjusted ac-
cordingly? Further consideration should also be given t o 
work hours saved in the agencies plus hours saved in the 
Home Office against hours added in the agencies and Home 
Office plus the capital investment in the large scale com-
puter and peripheral equipment. However such a comparison 
as this must consider the capacity of a computor to handle 
growth of activity without additional people and also the 
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--------------------------------------------- ------------- ------
advantage of accomplishing further processing from the basic 
information contained for the collection and commission pro-
cedures. A problem may also arise with respect to time. 
Under the present system an agency can draw commissions as 
earned and remit to the Home Office on a net basis. Money 
is avai lable immediately to meet expenses and pay commis-
sions to the agents. Under the proposed system, with the 
commission accounting centralized in the Home Office, a 
time lag will exist due ~o mailing and preparing input for 
the computer. This is expected to be a one to two week de-
l ay . This means a system of advancing money to the agency 
must be instituted and with effective control. Also objec-
tions may be encountered from the agencies because they will 
be deni ed a current accounting of commissions earned by 
agents. A majority of agents are on a straight draw, draw-
ing commissions usually every two weeks including those on 
premiums currently reported . Thus if a General Agent is 
force d to advance commissions to agents because of a time 
lag in receiving vouchers on agents earnings from the Home 
Off ice, he must tie up his m.m money, if he has enough work-
ing capital, and he must institute some control over such 
advances. This latter would reduce the savings he might 
enjoy from the proposed system. Another area affected is 
that of production records against assigned quotes. These 
are sales statistics ke pt in the agency office and derived 
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from premium reports on new business, submitted and re-
ported to the Home Office. If the agency is subject to a 
time delay in receiving reports from the Home Office on 
these ne· .. r business i terns specifying which are acceptable for 
credit, then sales statistics can be invalid causing a mo-
rale problem among the sales agents. This would mean a new 
procedure to be devised to gather these figures as opposed 
to picking them out of the present premium report systems. 
Such additional work would also detract from potential 
savings. 
In developing a standard unit of measurement for 
premi um collection work and applying the elements of the 
standard to determine savings attributable to a computer 
application, the process revealed that many problems would 
be created in the agency office. It is felt that many 
problems are revealed by the nat ure of the close examination 
involved in establishing the elements of a given routing and 
therefore that all routines lending themselves to measurement 
should be analyzed. Yardsticks could thus be developed for 
planning and control in all measurable areas, as well as 
areas for improvement would be revealed. 
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A S .~ES APPROACH TO POLICYHOLDER SERVICE 
The daily operation of the Agency uffice revealed 
a group of duties which were involved with servicing policy-
holders whose policies were in force beyond one year dura-
tion. These duties are listed in the Index to Functional 
Duties and are considered of a non-productive nature since 
they do not contribute directly to the sales or premium col-
lection efforts. 
The activity in this area of office work has been 
steadily increasing over the years due to (1) the institu-
tional education of life insurance policyholders and (2) 
competition within the industry which has created many new 
features to stimulate sales. These features in turn create 
additional servicing in subsequent years thus adding to the 
\IITOrk load of the office policyholder service section. Each 
of these service duties necessitates correspondence with the 
Home Office and in most cases a rigid control of outstanding 
items to be followed up. This work, though costly, is neces-
sary since it is part o f the original sale as well as an im-
portant part of policyholder relations for they expect prompt 
and efficient action on their requests. 
It is normal to find that these duties are per-
f ormed ,,,holly by office personnel while the agent who sold 
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the case may never be aware that one of his policyholders 
had occasion to request some service of the company. This 
situation arises because the income of the agent is depend-
ent upon his commissions and that any time spent in ser-
vicing policyholders directly affects his time available to 
sell ne""" business. Therefore he cannot afford to spend too 
great a proportion of his time in service work but must rely 
on the office to process his policyholders' requests. 
In evaluating these duties it was noted that when-
ever a death claim or cash surrender value was paid from 
t he Home Office, part of the multiple form statement pre-
pared at the Home Office and fo rwarded with the check to the 
field was an agent's copy. In the case of a death claim the 
agent used the information to adjust his files and records 
while the surrender statement copy was for the same purpose. 
It was also noticed that an agent received a copy of any 
overdue premium notices sent to his policyholders but these 
were to give him an opportunity to see his policyholder be-
fore the policy lapsed because a lapse within the first ten 
years of the policy meant a loss of income. 
Since notice to the agent is helpful to maintain 
his records and keep policies in force, the various service 
items were each considered to see what significance they 
might have for him. For example, if a request to change 
beneficiary is received, the question of why is a policy-
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holder making this change could suggest a new child, which 
in turn makes this policyholder a prospect for additional 
insurance. An address change could mean a new home, 
changes in mode of premium payment, discounting premiums or 
changing a dividend plan suggest changes in financial status 
as do loans, surrenders and lapses. If a policy becomes 
paid up or converted, a policyholder usually has sound fi-
nancial reasons. It was apparent that a policy change usu-
ally could be relited to a change in the policyholder's 
personal or family situation and that in many instances 
such changes provided an opportunity for additional sales. 
Since the agency office personnel are the normal 
contact of the policyholder for these various requests, it 
would be desirable that they be alert for any policy change 
or personal information regarding the policyholder which 
would provide a possible sales lead to the agent. There-
fore those activities which occur most frequently were re-
duced to the simple check block "Service Leads Memorandum" 
form appearing below. On this form each clerk having pol-
icyholder contact can record changes requested and personal 
information. Intelligent instruction is desirable to the 
clerks using the form because the more alert they are in 
obtaining policyholder information, the more complete data 
is available to assist the agent. 
The design of the form keeps writing at a minimum 
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to simplify and encourage its use. Sufficient identifica-
tion information is provided for, as well as a remarks sec-
tion to handle t he more infrequent activities not warranting 
a preprinted caption and check block. 
It is suggested that this technique will contrib-
ute towards developing maximum use of t he information pro-
cessed by the policyholder service section of the office by 
converting a seemingly non-productive area of work into a 
substantial source of sales leads. 
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SERVICE LEADS MEMORANDUM 
TO ____________________________ __ DATE 
-----------------
Policyholder ____________________ __ Pol. No. 
-------------
Policy Changes Personal 
- C. Val . Pd - Pol. Loan - Accident 
- Chg . Beneficiary - Prem. Loan - Chg . Addres s 
- Chg. Div. - Paid Up - Birth 
- Chg . Prem. - Pol. Chg. - Divorce 
- Conversion - Reinstated - Add'l Ins. 
- Death Claim - Pay Loan - Married 
- D is c ~ Prem. - Surrender - New Job 
- Lapsed 
- Promoted 
- Sal. Raise 
REMAR KS : 
OFFICE I MPROVEMENTS 
The work of Home Office operating departments re-
sults directly from activities initiated in the agency field 
offices and it is necessary that all agencies adhere to stand-
ard procedure when processing each activity handled. Other-
wise, it would be impossible to handle the volume of work on 
an organized basis. With Home Office policy and methods of 
handling agency routines reduced to a written manual, any 
given agency cannot affect any major procedural changes. It 
is possible that if many agencies would benefit by suggested 
changes, due consideration will be given for adoption for all. 
However, an agency can effect desirable changes within this 
framework of Home Office policy. During this study several 
examples of such possibilities were observed where work could 
be processed more efficiently through techniques of Work Sim-
plification. In principle this technique appraises each step 
i n an operation for the poss ibi l ity o f (l) elimination , (2) 
combining or changing s e quence and (3) simplification. 
As an agency increases the number of policies which 
it has in force, a parallel increase in collection activity 
results and it becomes increasingly difficult to process col-
lections received and have them ready for deposit before bank 
closing on the same day. Company policy dictates that this 
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deadline be met to have money available for investment as 
soon as possible. It is perhaps easier to recognize the sig-
nificance of such policy when it is realized that this col-
lection income approximates in excess of one million dollars 
each working day of the year. It is therefore suggested that 
agency mail be picked up and sorted prior to the start of the 
office work day and that it be opened and readied for process -
ing. When the office staff arrives this mail should be dis-
tributed among several clerks to be checked and sorted for 
the bookkeeper. In one office handling 250 pieces of collec-
tion mail daily, two clerks took from 8:30 AM to 9:15 AM to 
open and check this mail. Two additional clerks helping could 
have this work completed by 8:52 AM. In this same agency, 
another clerk then received this collection mail and pulled 
ledger cards as well as the agency copy of the premi um notice. 
This task including additional checking, took three hours 
which if done by three rather than the one person would result 
in completion in one hour. Thus, by spreading the work, the 
premium collection bookkeeper can proceed to type her report 
at 10:00 AM as opposed to 12:15 PM allowing time to balance 
her report and make the collection deposit prior to bank clo-
sing. In another agency a similar problem existed in meeting 
bank closing but in this case the reason was not collection 
volume. It was the bookkeeper's practice to complete the pre-
mium report, then post each premium item to the proper agent's 
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commission voucher and prove her total voucher postings to 
her premium report total. It i s recommended in this situa-
tion that a change in the sequence of the bookkeeping pro-
cedures be instituted and that after the premium report is 
completed the collections be deposited immediately and the 
report mailed to the Home Office. Then, using the agency car-
bon copy of the premium report, proceed with the commission 
accounting work after rather than during the report routine. 
This practice relieves pressure on the bookkeeper and gets 
deposits to the bank on time. 
It was also determined that if typewriter tab stops 
are properly used when preparing the premium reports, time 
can be saved in columnar alignment in approximating e i ght 
columns per collection entry. 
After completing the report the premium amount and 
the date paid were posted to the ledger card with pen and ink. 
It is recommended to discontinue this practice and date stamp 
each card with the report date. This saves approximately 80% 
of the posting time and still provides an audit trail to the 
proper report which are filed by dates. Since premium payments 
remain constant it is not necessary to repeat recording the 
amount. 
In many agencies, bank deposit slips were typed to 
include policy number, bank number of check and the amount for 
each collection. An adding machine tape would be run and the 
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total typed in on the deposit slip. This duplication of 
writing the amount twice, on the deposit slip and machine 
tape, led to checking with the banks and company auditors and 
it was determined that an adding machine tape plus a deposit 
slip showing total deposits only would be acceptable. Initia-
tion of this practice would eliminate the typing of policy 
number, bank number and premium amount, a saving to the average 
agency of approximately thirty minutes a day. 
The practice of paying agent commissions varies by 
agency but will usually be weekly or twice a month with an 
occasional agency paying monthly. In conjunction with the 
preparation of vouchers to support payments to individual 
agents a breakdown of total commissions received by the Gen-
eral Agent is made up to support his financial statement in-
come figures from the various commission sources. This dis-
tribution of commission income was done daily in one agency 
and by commission paying periods in others, yet the need for 
the resultant figures was monthly. More than one breakdown 
per month of General Agents commissions is therefore unneces-
sary work and can .be d1scontinued. No extra effort would be 
entailed since accumulation of the daily figures used in this 
task are part of the premium collection routine and are car-
ried on a month to date basis daily providing exactly the 
amounts desired for computation of commission rate groups. 
The ledger cards used in the premium collection 
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routine are filed by anniversary months and within each 
month numerically by policy number. Premium notices are 
checked against this ledger card file before they are mailed 
to the policyholder to assure a notice is received for each 
as prescribed by law. These notices are received from the 
Home office in groups by month due so that other than annual 
payments are found under their respective anniversary month 
slowing down the checking process. To speed this procedure 
it is suggested that all monthly payment cases be filed nu-
merically as a group regardless of anniversary month. When 
handled as a single group the checking time is greatly re-
duced as compared to searching among the twelve anniversary 
month files. 
That area of activity referred to in the agency 
office as Policyholder Service was observed to receive a re-
quest from a policyholder or agent and initiate the proper 
form to be sent to the Home Office for action. The greatest 
problems in this area were the elapsed time between initiation 
and completion of a request plus continual inquiries of the 
responsible clerk as to request status. The normal procedure 
on receipt of a request was to pull the folder and ledger 
card to obtain sufficient and proper information for prepara-
tion of the necessary form. The ledger card would then be 
returned to file, the form forwarded to the Home Office and 
the folder with an agency copy of the action filed alphabeti-
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cally in an outstanding file. It was observed that folders 
could possibly remain in the file indefinitely since the 
assumption was that all correspondence when answered, \~uld 
signal the clerk to pull the outstanding folder. To provide 
better service, as well as save time for the clerk involved, 
a follow up system was designed. This system consisted of 
a 3 x 5 card on which was typed the policyholder's name and 
the date action was initiated. This card was placed in an 
alphabetical file box on the clerk's desk. The folder was 
then filed alphabetically behind an index of this same day 
of the month and a period of ten days was selected for follow 
up. With this installation it was recommended that each morn-
ing the group of folders which have been in file ten days be 
pulled and follow-up action be taken. A new date should be 
posted to the index card and the folder refiled behind this 
new date in the outstanding file. This procedure insures no 
folder remaining in file without constructive action to speed 
up completion of service requested. Also when inquiries are 
received it is not necessary for the clerk to leave her desk 
to check the folder file since the question can be usually 
answered by checking her index and interpreting from the dates 
recorded what the current status of the request is. 
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SUM .. MARY 
It is recognized that while a General Agent might 
be a good salesman or a good sales supervisor, he is not al-
ways a good businessman. Yet today, with shrinking margins 
and need for control, his status is not just to direct the 
sales effort but rather to "spark11 his operation in its en-
tirety.* As briefly stated by Mr. Lumb in his book on Agency 
Management, "you can go broke while doing a good sales job.** 
The research involved in this paper revealed that the above 
was true in the company under study and that any organization 
of office duties which did exist along functional lines re-
sulted naturally and informally rather than from positive 
direction. 
Through this work it was found that an office could 
be organized along functional lines and that positive material 
was available for evaluation, and this approach could be ap-
plied to any size office. 
It is recommended that the functional organization 
chart be used as a tool in appraising his office, encouraging 
a General Agent to look closer at his office, thus creating 
a better understanding of the operations involved as well as 
* 
** 
7' 8' 12 
2, P. 123 
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the costs entailed in office administration. He will be 
aware that functional groupings provide for clear-cut areas 
of authority and responsibility, promoting efficiency as well 
as simplifying his analysis of costs against renewal, or old 
business and his new business, or acquisition costs. Since 
his income is divided into commissions and allowances based 
on new and renewal business, it is vital to him that he oper-
ate at a reasonable cost within each area. It was apparent 
that further research into office production standards is 
quite desirable for more accurate costing, planning and as-
certainment of office efficiency. It was also evident that 
the General Agents themselves are in a great measure respon-
sible for the amount of work produced by their office staff 
since it is he who decides the extent of service the office 
will perform for agents. Such service through interruptions 
and performance of unrelated tasks seriously hampers the pro-
duction of the office group. 
Further assistance to the agency management job can 
be derived by creating job descriptions from this study mater-
ial for each office position. These can be used for selection 
and training as well as for wage administration. This mater-
ial also identifies job elements sufficiently to select 
measurable units which could be used in a program to develop 
production standards. 
It is therefore recommended that General A2·ents 
0 
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adopt this functional organization approach as a positive 
tool to more efficient management of their agency office 
operation. 
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APPENDIX 
NAJv~.E J. Knapp 
TIME 
START 
9:10 
9:15 
9:45 
10:00 
10:30 
10:40 
11:15 
11:20 
12·: 25 
1:30 
2:10 
2:55 
3:40 
3:50 
4:15 
4:20 
STOP 
9:13 
9:45 
9:55 
10:30 
10:40 
11:15 
11:20 
12:20 
12:30 
2:00 
2:50 
3:40 
3:50 
4:15 
4:20 
4:32 
Table I 
DAILY TASK LIST 
POSITION Bookkeeping ( DATE 2/28/58 ) 
ELAPS.ED 
03 
30 
10 
30 
10 
35 
05 
60 
05 
30 
40 
45 
10 
25 
05 
12 
DES CRIPTION OF WORK PERFORMED 
Opened safe. Distribute work 
Calculate commissions 
Enter premiums on card 
Typing premium report 
Balancing premium report 
!!ending items 
Petty cash 
Yellow summary, calculating comm. 
Filing Pending Cards 
Bank deposit 
Clearing NB cases 
Calculating commissions 
Pen. Business 
Checking in prem. notices 
Typing yellow summary 
Cleared off desk 
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Table II 
INDE X TO FUNCTIONAL DUTIES 
Premium Collections 
CB-1 
CB-2 
CB-3 
CB-4 
CB-5 
CB-6 
CB-7 
CB-8 
CB-9 
CB-10 
CB-11 
CB-12 
CB-13 
CB-14 
CB-15 
CB-16 
CB-17 
Open premium collection envelopes, inspect checks 
for negotiability and compare with returned no-
tices for the amount and due date 
Pull "agency copy" of premium notices 
Pull ledger cards 
Arrange ledger cards by commission groups 
Typewrite premium reports First and Renewal sheets 
Complete yellow summary (except Cash Balance Sec-
tion) 
Pending Items sheet 
Weekly balance of Pending Item cards 
Prepare Bank Deposit 
Draw checks, including remittance check and com-
plete the check register 
Complete Cash Balance section of yellow summary 
Checks and deposit slip to bank 
Post ledger cards 
Changes of address 
Post agents' commission statements 
Post commission distribution sheet 
Prove co~nis sion statement postings to distribu-
tion sheet 
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Table II 
Premium Collections (Cont i nued) 
CB-18 
CB-19 
CB-20 
CB-21 
CB-22 
CB-23 
CB-24 
CB-25 
CB -26 
CB-27 
CB-28 
CB-29 
CB-30 
CB-31 
CB-32 
CB-33 
Prepare Form Ag-655 (3 way receipt) 
Prepare expiry notices for agents' policyholder 
Return overdues to Home Office (Ag-264) 
Prepare A. P. L. requests 
Clear correction statements 
Cash collections at counter, check Petty Cash 
balance 
Reconcile Collection Account bank statement 
Telephone calls regarding premiums (incoming 
outgoing ) 
Chec k in premium notices monthly 
Mail out premium notices daily 
Government allotments 
Pension Trust Premiums - Group Bills 
New Business Register (Ag-307) 
Reinstatements and Conservations 
and 
Request for change in mode of premium payments 
Discounted premiums 
Policyholders Service 
PH-1 Assignments 
PH-2 Beneficiary changes 
PH-3 Settlement options 
PH-4 Change of Policyholder's name 
PI-1-5 Policy Loans 
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Table II 
Policyholders Service (Continued) 
PH-6 
PH-7 
PH-8 
PH-9 
PH-10 
PH-11 
PH-12 
PH-13 
PH-14 
PH-15 
PH -16 
PH-17 
PH-18 
PH-19 
Automatic Premium Loan Agreements 
Surrender of policies 
Maturities of policies 
Death Claims 
Disability Claims 
Policy changes, conversions and term renewals 
Paid-up dividends 
Surrender of dividends 
Change of dividend options 
Service to agents 
Counter service - Agents 
Counter service - Policyholders - Green Informa-
tion Sheet - (Ag-551) 
Correspondence 
Posting to ledger cards 
General Agent's Books 
GAB -1 
GAB-2 
GAB-3 
GAB-4 
GAB-5 
GAB-6 
GAB-7 
GAB-8 
GAB-9 
Make entries in Cash Book and balance 
Checkbook 
Pay commissions 
Financial Statements 
General Agent's Petty Cash 
Payroll 
Pay bills 
Bank reconciliation 
Make ledger entries and balance 
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Table II 
General Agent's Books (Continued) 
GAB-10 AQents' accounts (charges for telephone calls,etc.) 0 
GAB-11 
GAB-12 
GAB-13 
GAB-14 
GAB-15 
Commission contracts 
Bond applications 
Withholding and F.I.C. A. taxes 
Monthly commission distribution sheet 
Agents' Advance Financing Reports 
New Business 
NB-1 
NB-2 
NB- 3 
NB-4 
NB-5 
NB-6 
NB -7 
NB-8 
NB-9 
NB -10 
NB-11 
NB-12 
NB-13 
NB-14 
NB-15 
NB-16 
NB-17 
Check application and medical 
Control of outstanding policies 
Order inspections 
Secure signed amendments 
Return policies for cancellation 
Agents' licenses 
Pension Trust processing 
Health statements 
Production records - Club Credits 
Nevv· Business Analysis and check New Business 
Register - AG-307 
Illustrations and proposals 
Application register 
Arrange medical exams 
Copy applications and medicals 
Insert commissions on new ledger cards 
Collection of first premiums 
List of Medical Examiners 
Table II 
New Business (Continued) 
NB-18 
NB-19 
NB-20 
NB -22 
N3-23 
NB-24 
Ditto form - check off list 
Correspondence regarding New Business 
Service to Agents and Brokers regarding New 
Business 
Prepaid applications - check - pending item card 
Pending file regarding New Business 
Sales service leads 
Custody of Sales Promotion File 
Miscellaneous Duties 
M-1 
M-2 
M-3 
M-4 
M-5 
M-6 
M-7 
M- 8 
M-9 
M-10 
M-11 
M-12 
M-13 
M-14 
Receptionist 
Switchboard 
File ledger cards 
File correspondence 
Check inventory, order supplies, and maint ain 
order in supply room 
Open and distribute mail 
Take care of outgoing mail (insert in envelopes, 
stamp, etc.) 
Bulletin Board 
Agency Bulletin 
Dictation from Agents 
Dictation from General Agent 
Dictation from Cashier 
Supervisor of clerks 
Maintain Manual of Agency Operations 
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Table II 
Miscellaneous Duties, (Continued) 
M-15 Sign all outgoing mail 
M-16 Hire new employees 
M-17 Train new employees 
'" ::~b l c- 1 
lfuriuble li'3 c to rs Cha rt 
( 1) ( 2 ) ( 3 ) ( 4 ) ( 5) ( 6 ) ( 7) ( 8 ) ( 9) ( 10) 
l\ umber of Cl er ks No . o f P r em . P ensi on Trusts Office 
Gush F'or To t a l "'aid ~ o l i cie s New Go1lec tions No . of 1o. of No. of Hours 
Den t . ~\.r· ~ 11 ts by G. A. in Forc e - 01 icie s Per Year Policies .k.g ents Brokers (net) 
-----
GROUP A - .1: ~ployee s - In suranc e i n 
- --· 
Force ~25 , 000 ,000 to 3? 63, 000,000 
1 4 4 10 , 485 265 1 5 '151 50 6 40 37.l. 
2 4 1 5 10 , 401 350 14, 255 21 3 9 30 37! 
3 4 2 6 9 , 9 54 41 6 1 6 , 9 56 278 1 2 26 40 
4 4 1 5 9 , 094 511 16 , 941 601 9 10 35 
5 4 l 5 8 , 945 521 17,1 18 718 11 4 2t 
6 4 3 7 8 , 66 7 767 17, 8 0 2 1,487 18 5 37 
7 4 1 4 8 , 664 G11 1 2 , 9 37 4, 109 10 45 
371 8 4 3 5 8 , 58 6 967 15 , 262 808 16 10 3 7 9 4 4 8 , 532 44 6 1 7 10 14 4 52 11 4 37 
10 4 2 6 8 , 391 59 0 17, 5 0 2 195 9 30 37 
11 4 4 7,741 38 2 13, 9 99 303 10 14 37 
1 2 4 2 6 7, 6G4 384 14 ,769 1,170 9 15 37 2 
1 3 4 3 7 G, 053 669 1 2 ,566 1,672 11 32 40 . 
14 4 1 5 5 ,81 9 518 11 , 890 163 6 35 37~ 
15 4 2 4 5 , 656 484 1 2 ,681 163 15 35 
1 6 4 2 6 5 , 51 4 431 9 , 3 52 3 9 2 8 40 37t 
17 4 1 4 5 , 236 233 11 ,714 13 19 37 . 
18 4 2 6 4 , 8 23 469 9 , 5 32 1' 209 10 8 37~ 
GROUP B - ~ Enml oyees - I n s ur an c e i n Fo rce *35 10 00 100 0 to ~991 000 1 000 
1 6 10 l l 22 , 9 76 2 ,11 2 34 '164 1 4 ,749 33 39 34 
2 6 3 8 18 , 825 S43 22 , 8 78 1 ,199 6 175 38 3/4 
3 6 6 8 14,788 1, 150 22 ' 7?1 4 ,223 15 200 36i 
4 6 6 12 ,194 554 22 , 4 12 715 8 20 35 
5 6 2 8 10 , 641 554 1 9 ,176 1, 304 17 15 37i 
6 6 4 10 1 0 , 204 969 21 , 643 1,022 23 46 35 
7 6 1 7 8 , 672 542 1 6 ' 161 105 14 13 364 
8 6 4 10 8 , 246 1 , 000 1 7, 317 50 24 56 364 
9 6 6 7, 911 2 67 14 ,78 5 1,417 10 1 00 35 
10 6 4 10 7 , 49 2 .7 2 13 , 855 4 , 331 11 6 37i 
V\ 
-..J 
CB-1 
CB-2 
CB-3 
CB-4 
CB-5 
CB-6 
CB-7 
CB-8 
CB-9 
CB-10 
CB-11 
CB-12 
CB-13 
CB-14 
CB-15 
Table IV 
DUTIES STATE~illNT 
Open premium collection :nv:l?pes, 
i nspect checks for negotl.abl.ll.ty 
and compare with returned notices 
for the amount and due date 
Pull "agency copyn of premium 
notices 
Pull ledger cards 
Arrange ledge r cards by 
commi ssion groups 
Typewrite premium reports 
First and Renewal s heets 
Complete yellow summary 
(except Cash Balance Section) 
Pending Items sheet 
Weekly balance of Pend ing 
Item cards 
Prepare Bank Deposit 
Draw checks, including 
remittance chec k and complete 
the check register 
Complete Cash Balance sect ion 
of yellow summary 
Checks and deposit slip to bank 
~ost ledger cards 
Changes of address 
Post agents' commission statements 
ss.-
CB-16 
CB-17 
CB-18 
CB-19 
CB-20 
CB-21 
CB-22 
CB-23 
CB-24 
CB-25 
CB-26 
CB-27 
CB-28 
C:0-29 
CB-30 
CB-31 
CB-32 
CB-33 
Table IV 
Post commission distribution sheet 
Prove commission statement post-
ings to distribution sheet 
Prepare Form AG-655 (3 way 
receipt) 
Prepare expiry notices for 
agents' policyholder 
Return overdues to Home Office 
(AG-264) 
Prepare A. P. L. requests 
Clear correction statements 
Cash collections at counter, 
check Petty Cash balance 
Reconcile Collection Account 
bank statement 
Telephone calls regarding 
premiums (incoming and outgoing) 
Check in premium notices monthly 
Mail out premium notices daily 
Government allotments 
Pension Trust Premiums - Group 
Bills 
New Business Register (AG-307) 
Reinstatements and Conservations 
Request for change in mode of 
premium payments 
Discounted premiums 
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Performed~ 
YH-1 
PH-2 
PH-3 
PH-4 
PH- 5 
PH-6 
PH-7 
PH-8 
PH-9 
PH-10 
PH-11 
PH-12 
PH-13 
PH-1 4 
PH-15 
PH-16 
PH -17 
PH-18 
PH-19 
GAB-1 
GAB-2 
Table IV 
Assignments 
Beneficiary changes 
Settlement options 
Change of Policyholder's name 
Policy Loans 
Automatic Premium Loan 
Agreements 
Surrender of policies 
Maturities of policies 
Death Claims 
Disability Claims 
Policy changes, conversions 
and term renewals 
Paid-up dividends 
Surrender of dividends 
Change of dividend options 
Service to agents 
Counter service - Agents 
Counter service - Policyholders 
Green I nformation Sheet - (AG-551) 
Correspondence 
Post i ng to ledger cards 
Make entries in Cash Book 
and balance 
Checkbook 
60 
Performed !!r_ 
Table IV 
GAB-3 Pc;ty commissions 
GAB-4 Financial Statements 
GAB-S General Agent's Petty Cash 
GAB-6 Payroll 
GAB-7 Pay bills 
GAB-8 Bank reconciliation 
GAB-9 Make ledger entries and balance 
GAB-10 Agent s' accounts (charges for 
telephone calls, etc.) 
GAB-11 Commission contracts 
GAB-12 Bond applications 
GAB-13 Withholding and F.I.C.A. taxes 
GAB-14 Monthly commission distribution 
sheet 
GAB-15 Agents ' Advance Financing Reports 
NB-1 Check application and medical 
NB-2 Contro l of outstanding policies 
NB-3 Order inspections 
NB-4 Secure si gned amendments 
NB-5 Return policies for cancellation 
NB-6 Agents' licenses 
NB -7 Pension Trust processing 
NB-8 Health statements 
NB -9 Production records - Club Credits 
NB-10 New Business Analysis and check 
New Business Register - Ag-307 
61 
Performed ~ 
Table IV 
NB-11 Illustrations and proposals 
I'-.TB-12 Application register 
NB-13 Arrange medical exams 
NB- 14 Copy applications and medicals 
NB-15 Insert commissions on new ledger 
cards 
NB-16 Collection of first premiums 
NB-17 List of Medical Examiners 
NB-18 Ditto form - check off list 
NB-19 Correspondence regarding New 
Business 
NB-20 Service to Agents and Brokers 
regarding New Business 
NB-21 Prepaid applications - check -
pending item card 
Per formed ..ID:_ 
NB -22 Pending file regarding New Business __________________ __ 
NB-23 Sales service leads 
NB-24 Custody of Sales Promotion File 
M-1 Receptionist 
M-2 Switchboard 
M-3 File ledger cards 
M-4 File correspondence 
M~5 Chec k inventory, order supplies, 
and maintain order in supply room 
M-6 Open and distribute mail 
M-7 Take care of outgoing mail (insert 
in envelopes, stamp, etc.) 
62 
M-8 
M-9 
M-10 
M-11 
M-12 
M-13 
M-14 
M.-15 
M-16 
M-17 
Table IV 
Bulletin Board 
Agency Bulletin 
Dictation from agents 
Dictation from General Agent 
Dictation from Cashier 
Supervisor of clerks 
Maintain Manual of Agency Operations 
Sign all outgoing mail 
Hire new employees 
Train new employees 
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TABLE V 
PREMIUM COLLECT ION TH'lE STUDY 
Collection Elements 
1. Open premium collection envelopes, 
inspect check for negotiability and 
check to notice for amount and due 
date 
2. Pull "Agency Copy" 
3. Pull ledger cards 
4. Ledger cards to commission groups 
5. Type premium reports 
6. Complete yellow summary 
7. Complete Pending Items and Petty Cash 
8. Prepare Bank Deposit 
9. Draw checks, complete check register 
10 . Complete cash balance 
11. Deposit to bank 
12. Post ledger cards 
Total Time 
Commission Elements 
1. Post commission statements 
2. Post distribution sheet 
3 . Prove postings to sheet 
Total Time 
Total Number of Collections 87 
Time per collection entry 3.3 minutes 
Time per commission entry .7 minutes 
Elapsed Time 
40 minutes 
25 
25 
15 
50 
25 
20 
30 
15 
10 
10 
20 
" 
" 
.. 
t1 
II 
II 
II 
II 
II 
n 
285 minutes 
45 minutes 
10 
" 
5 
60 minutes 
64 
TABLE VI 
TI~ffi SAVED PER PREMIUM COLLECTION. ENTRY 
(Under Proposed Computor System) 
Would Eliminate: 
1. Sort cards by comm. groups 
2. Type premium report 
3. Post comm. statements 
4. Post cornm. distribution sheet 
5. Prove comm. distribution sheet 
6. Post monthly comm. distribut i on 
7. Clear correct i on statements 
8 . Refile ledger cards 
9. Post ledger cards 
10. Post paid-up dividends 
11. Check in notices 
12. Mail out notices 
Gross Time Saved 
Would Require: 
1. Correct cases paid other than 
as originally billed. 
2. Prepare cash received lis t 
showing number and amount. 
New Time Required 
Net Time Saved 
Variable 
Min. · Per 
Entry 
sheet 
.17 
.57 
.54 
.07 
.115 
.1 
.06 
.025 
.3 
.27 
2.22 
Non-Variable 
Est. Hours 
Per Year 
41.66 
48. 
89.66 
.02 ( First) 
.04 (Renewal) 
.34 
.40 
1.82 89.66 
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TABLE VII 
HOURS SAVED ANNUALLY PER PREMIUMS COLLECTED 
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Hours saved annually (00 omitted) 
(1 ) Annual Hours of one clerk 
(2} Annual Hours of i a clerk 
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I 
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I 
I 
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Annual 
Collections 
(000) 
(omitted) 
?0 
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40 
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